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PREFACE

This report is an attempt to extract from a complex and sophisti-
cated research report1 those principle conclusions and the descriptive
information which are immediately useful in better understanding the
decision making processes commonly at work in university evening col-
leges. Our purpose is to make this information about evening college
educational objectives and administrative organization available to eve-
ning deans and other university administrators at a time when the pur-
poses and organization of university adult education are beir.7 re-exam-

ined in many institutions.

The research interviews which form the basis of this study were
part of a dissertation completed in 1961 under the direction of Cyril O.
Houle, Professor of Education at the University of Chicago. The author's
interest in the subject stemmed from his experience as an evening col-
lege administrator and from a background of training in public and edu-

cational administration.

The hypotheses for the study were in part derived from the major
theoretical work of Herbert Simon.2 Briefly, Professor Simon suggests
that decision making can be a rational process, in which both the organi-
zational goal being sought, as well as the means of achieving it, should
be subjected to careful analysis. Alternative objectives should be con-
sidered as well as different means for their realization, with the advan-
tages and disadvantages of each being carefully analyzed. If decision
making is rational, the objective and the means of attaining it which of-
fer the largest number of desirable consequences and the fewest unwant-
ed consequences will be selected.

1. George H. Daigneault, The Liberal Arts Department Chairman
and the Evening College: A Study in Administrative Behavior (Ph.D. dis-
sertation, Department of Education, University of Chicago, 1961) 202 pp.
Microfilmed copies may be purchased from the Photoduplication Depart-
ment, University of Chicago, Chicago 37, Illinois.

2. Herbert Simon, Administrative Behavior: Study of Decision Mak-
ing Processes in Administrative Organization (2nd edition; New York:
Macmillan, 1957).
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In employing Simon's decision making framework, riaigneault has j :
] attempted to deinonstrate that a conflict exists between the stated objec- % ;
tives of liberal arts department chairmen in the evening colleges and

the means employed for their accomplishment.

Unhappily, we have had to ask the author to eliminate the theoreti-
cal framework underlying the dissertation, but we hope that our purpose
~in publishing this report justifies this modification of an excellent piece
of research.

i, L SR g A 3

4 A basic problem faced by urban universities is the evolution of ef-
== fective administrative relationships between the evening college and oth
er divisions of the institution. During the period of rapid growth since

4 World War II, there has been much ambiguity as to the place of the eve-
ning college in the university. This has nurtured uncertainty about admin-
istrative arrangements required to provide education appropriate both

to the university and for the part-time student in the evening college.

We believe this report contains helpful insights for everyone involved in

] the decision making process—the evening college director, the depart-
ment chairman, and the dean "on campus."

We are most grateful to our friend and former Center colleague for
allowing us to make this study available to the adult education profession.
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Chapter 1

PURPOSE AND METHOD OF THE STUDY

Within the American university, the department chairman is a key
figure in the determination and execution of educational policy. He
serves not only as the custodian of academic tradition and the standards
of his discipline, but also as a liaison between the university administra-
tion and the departmental faculty, and he represents both to the student.

Although the department chairman is vitally concerned with educa-
tional policy, a large part of his energies must be devoted to the admin-
istrative tasks through which broader educational objectives are trans-
lated into action. The chairman must deal with the administrative prob-
lems in curricular areas (scheduling of courses, decisions about pre-
requisites); in faculty relationships (course loads, class schedules, com-
mittee assignments); and in student relationships (advising, reporting
data).

These administrative functions have until fairly recently been a part
of the chairman's responsibility in a university devoted to the full-time
teaching of undergraduate and graduate students. After the turn of the
century, a new form of education was introduced into the university.
This was the evening college serving the adult part-time student. This
lately-acquired university function has gone through a number of phases
of change and virulent growth during the period of its existence. New ed-
ucational policies have changed its purposes and activities within the
university and new administrative frameworks have been developed for

handling university evening college work.

The basic question as to who controls the curriculum and the teach-
ing within the evening college, however, remains unanswered. Control
of these two elements is, of course, critically important, for it deter-
mines the type of educational program which American higher education
will provide to hundreds of thousands of adult students. If, for example,
the department chairmen retain their substantial control over evening

1
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college programs and perceive them exclusively as extensions of the
regular degree programs of the university, it is unlikely that the partic-
ular and unique educational needs of many adults will be carefully con-
sidered. Thus for example, the adaptation of degree requirements to
make them more flexible and workable for adults and the growth of con-
tinuing education in non-credit programs especially designed for adults
may depend to a great extent on the amount of control exercised by the
department chairmen and the attitudes with which they approach the pro-

gram for adults.

The relationship between the department chairman and the evening
college has never been systematically studied; it was this fact which
gave rise to the present study. It was thought that the nature of the re-
lationship between the department chairman and the evening college dean
and its effect on either the institutionalization or the legitimization of
the evening college could be most fruitfully explored through a series of
interviews of liberal arts department chairmen, liberal arts deanhs and
evening deans in a variety of urban evening colleges.

A Note on Sample and Method

Primary consideration in selection of the university evening colleges
studied was given to those characteristics which would provide for maxi-
mum diversity. There appeared to be five different factors which would
insure such diversity: institutional affiliation (private, public, sectarian);
size of institution (wide range—day and evening); curriculum of evening
college (broad representation of disciplines); geographical location of in-
stitution; and size of the city in which the university was located.

Twelve institutions were finally selected for the study. Four were
publicly supported (Ohio State, Cincinnati, Toledo and Brooklyn); two
were Roman Catholic institutions (Marquette and John Carroll); and the
remaining six were private, non-sectarian institutions (Buffalo, Butler,
Drake, Johns Hopkins, Northwestern and Syracuse). The enrollments in
the day and evening programs fell into small, medium, and large cate-
gories. All twelve institutions had evening college programs in which a
large number of departments participated. The institutions were located
in seven different states in two geographical regions—the midwest and
the east. All were located in cities of 100,000 population or over, which
is about the minimum number of people needed to support an evening
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college with a broad, representative curriculum.

In addition to the department chairman, who was obviously a major
source of data for the study, the evening dean, as the key interactor with
the department chairman, was also selected to serve as a respondent. It
was decided that the chairman's superior, the liberal arts dean, should
also be included.

The existence of a single liberal arts and evening college dean in
each institution meant that the only indeterminate number of respondents
was in the group of department chairmen. Six chairmen were selected as
respondents from each institution, which provided representation for
from one-fourth to one-third of the departments in the liberal arts col-
leges involved in the study.

The liberal arts deans, who selected the chairmen, usually included
the chairmen of the history and English departments among their selec-
tions. Other well-represented disciplines included mathematics, philos-
ophy, political science, sociology and psychology.

The most suitable method for securing data appeared to be the open-
ended interview. Specific hypotheses were developed from the general
administrative theories of Herbert Simon,1 and from previous studies
of the evening college field. Although the questions were predetermined
and specific probes were included, the instrument was designed to give
the respondent an opportunity to answer questions or to respond to probes
freely in five question areas:

1. The general role of the chairman—designed to set the interviewee
at ease by permitting him to start where he wanted to start and to say
what he wanted to say. In addition, it was expected that information about
the chairman's self-image as an administrator would also emerge.

2. The way in which the chairman handled the evening program-—
aimed at determining (a) what he perceived as the department's objec-
tives in the evening program, and (b) his evaluation of that program.

3. The implementation of the evening program of the department—
designed to determine the way in which the department chairman em-

1. Herbert Simon, Administrative Behavior: Study of Decision Mak-
ing Processes in Administrative Organization (2nd edition; New York:
Macmillan, 1957).
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ployed the means available to him in the fulfillment of his stated objec-
tives.

4. and 5. The authority of the department chairman—aimed at as-
sessing the extent to which the department chairman possessed the nec-
essary authority for making decisions about the evening program.

A pilot study which revealed a number of weaknesses in the origi-
nal instrument was conducted at Roosevelt University, and suggested a
need for deeper penetration. Questions about the method of selection of
respondents and recording of data also arose. These difficulties were
resolved before visits to the twelve institutions were undertaken.
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Chapter II

THE ROLE OF THE DEPARTMENT CHAIRMAN:
Summary of Major Findings of the Study

The major findings and conclusions of the study will be briefly sum-
marized here; much additional descriptive material is presented in the
following chapters. With some modifications, the four major hypotheses
were confirmed by the data collected from interviewing in the twelve eve-
ning colleges. Thus, the conclusions summarized here may be taken as
accurately reflecting the thinking and practice in this group of institu-
tions.

Department Chairmen's Perceptions of Evening '
College Objectives

Decisions made by the department chairman concerning objectives
for the evening college program will be based on the assumption that
they should be the same for both day and evening, that they will in fact
fulfill the objectives being sought by the evening student, and that the re-
sources of the department can best be employed in an evening program
whose objectives are identical to the day.

In all but two institutions, respondents agreed that the objectives of
the evening college program of the department were completely or par-
tially identical to the objectives of the day program. There were four
major reasons offered for providing an identical program: 1) measure-
ment of the effectiveness of the evening college student could only be ac-
complished successfully if he received the same course as his day coun-
terpart; 2) a carefully worked out curriculum already existed for day
students; 3) the competence of the faculty was clearly known in relation
to the day curriculum; 4) no adequate evidence existed to suggest that
any different courses or instruction were required because the courses
were meeting in the evening.

However, in two institutions decisions were not made in terms of
day program values and objectives. In both instances aspects of the de-
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cision-making process were out of the hands of the department, in the
first instance because administrative responsibility truly rested with

the evening dean, and in the second instance because environmental fac-
tors beyond the control of the chairman determined the objectives of the
program. In both institutions, the department chairmen not only felt that
the evening program did not reflect the values of the day program, but
they saw no departmental objectives being met through the evening divi-
sion. In addition, the attitudes of the chairmen in these two institutions
suggest that they often felt considerable hostility toward the evening col-

lege programs.

It can be concluded that the department chairman will typically re-
regard only day program objectives as appropriately reflecting the val-
ues of the department.

This conclusion is further supported when the way in which the ob-
jectives of the department in the evening program were carried out is
examined. Neither the department chairman's colleagues in the depart-
ment nor the liberal arts dean were consulted about evening college ob-
jectives. Since no new policies were involved in the decision about what
to offer in the evening program, the chairman needed to know only the
number of courses to be offered and the time at which facilities were
available. For this information he depended on the student demand data
and room assignment information furnished him by the evening dean.

Because of the relatively simple decisions associated with provid-
ing a curriculum in the evening college, no complex policy-making be-
havior involving the participation of the faculty and the liberal arts dean

is usually required.

Legitimacy of the Evening Program

The department chairman, in implementing his administrative de-
cisions about the evening college program of the department, will em-
ploy means which suggest that the program possesses a low order of
legitimacy.

In no institution visited was the proportionate distribution of faculty
rank for day and evening comparable. Further, the discrepancy in-
creased with increase in rank. To a large extent, the difference in the
proportion can be ascribed to the larger number of advanced courses
taught during the day. However, while 97 per cent of all daytime courses
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were taught by faculty members with the rank of instructor and above,
only 62 per cent of the evening classes were taught by similar ranks.
In addition, in most departments even the senior faculty members often
taught an introductory ccurse in the day program on a fairly regular
basis.

In most institutions seniority enables a senior member of the de-
rartment to choose his preferred time of class and, not infrequently,
which courses he will teach. Generally, a senior faculty member will
regard evening college teaching as an onerous duty and avoid it if he
can.

Even in those institutions where complete departmental rotation
was practiced, the ranks were not proportionately distributed between
day and evening.

Although extra compensation is frequently provided for evening col-
lege teaching, a limit in the amount by any single faculty member fre-
quently exists. Those who do teach on an overload basis, generally do so
because of financial need rather than any positive interest in teaching
adults. Again, the distribution of rank is not comparable to the day pro-
gram. Further, as a policy, overload implies that what is taught in the
evening can be taught with left over energies rather than as a part of
the faculty member's regular teaching assignment, which it is felt
should be totally consumed in teaching full-time undergraduate and grad-
uate students. The term "something extra' was frequently used to define
overload teaching.

Thus, teaching in the evening program does not offer sufficient pro-
fessional, monetary, or personal rewards to cause the faculty to re-
spond to it in the same proportion as they do to the day program. Those
who teach in the evening program are typically junior faculty members
who are either required to do so, or need the additional compensation
such teaching provides.

Although it was felt that the interference of evening college teach-
ing with research and writing was greater in the case of resident faculty
members who taught on an overload basis, there was considerable feel-
ing that reduction in daytime teaching load should be for research and
writing rather than for evening college teaching. In few instances did
evening college teaching accrue to the benefit of the teacher at the time

7
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of profiotion or tenure, and then only in those institutions sponsoring
little or no research and writing. On the contrary, teaching in the eve-
ning college frequently suggests professional hazards and penalties of
such a nature that it should be severely limited, and if possible, avoid-
ed altogether.

Thus, the demand for courses in the evening has had to be fulfilled
from among those individuals whose chief occupation is other than work-
ing for the university, who are employed in nearby teaching institutions
(colleges or, on occasion, high schools) and competent practitioners
from the community.

These people are, for the most part, not as academically advanced
as the resident faculty member—1level of academic attainment being the
factor regarded as most important by the department chairman. However,
despite a generally negative attitude toward the employment of a part-
time faculty, the chairman usually decided in favor of a part-timer if a
resident faculty member could be saved for daytime teaching or for re-
search and writing. Thus, the part-time faculty member was selected
by the department chairman (usually with the concurrence of the eve-
ning dean) as an expedient to be disposed of at the earliest possible mo-
ment that resident faculty members became available. Despite this neg-
ative attitude, the percentage of part-time faculty for the evening pro-
gram for seven institutions was thirteen times the percentage of part-
time teachers employed for the day program.

Several conclusions grow out of the above observations.

1. Despite the fact that the instruction source is derived from out-
side the department, the chairman continues to make the decisions con-
cerning the appointment of faculty for the evening program.

2. The continuous and ever-existing shortage of resident faculty
members for the evening is demonstrated by the fact that, despite
strongly negative attitudes toward part-timers on the part of the chair-
man supported by the evening dean, from 40 to 50 per cent of the eve-
ning faculty consists of a part-time faculty.

3. There was a general failure on the part of department chairmen

_to recognize the potential value of competent past-time practitioners

for the evening program and an even greater failure to recognize their
potential value for the day.
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The widespread employment of part-time faculty for the evening
program (most of whom are almost never involved in departmental ac-
tivities) is an indication of the low level of legitimacy of the evening pro-
gram of the department.

Authority of the Department Chairman

The department chairman will possess the necessary authority to
make decisions about the evening college program of the department.
The exercise of this authority will require little or no interaction with
the chairman's super-ordinate, the liberal arts dean. His interaction
will be confined to the evening dean who will be expected largely to ar-
range purely mechanical aspects of the program.

The findings suggest that there is little relationship of the chairmen
to their liberal arts deans in regard to the evening college program. The
chairman is given wide latitude to proceed without consulting the liberal
arts dean. Usually, the liberal arts dean is not involved. Even in the four
institutions where the liberal arts dean held expectations of the depart-
ment chairman concerning the evening program, they were of a general
nature.

The expectational patterns existing between the chairman and the
evening college dean, however, were functional in nature. While the de-
partment chairman possessed the necessary authority to make policy de-
cisions about the evening program, it was expected that the evening dean
would possess the necessary factual data to implement them.

In two of the institutions visited, the department chairman held no
expectations of the evening dean. One of these was described as a strong,
independent evening college; the other was described as a weak append-
age of the day school. In neither case did the chairmen feel capable of
evaluating the behavior of the evening deans in relation to their depart-
ments. In both instances, no interpersonal relationships of any signifi-
cance existed between the two.

In the case of one institution, the role of the evening director was
of clerical proportions, and, while he did in fact handle the mechanical
aspects of the program, the chairmen did not feel able to evaluate even
this aspect of his job. In the case of the second institution a completely
independent evening program existed with its own degrees and certifi-
cate programs. The dean held the power of appointment of the faculty

9




and employed an administrative staff to assist him in carrying out the
evening college's objectives. Here, too, a functional relationship which
would enable the respondents to evaluate the behavior of the evening
dean was absent.

Department chairmen in the other ten institutions maintained a
functional relationship with the dean of the evening college which per-
mitted expectations to exist on the part of both interactors.

Chairmen in two institutions did in fact expect the evening dean to
carry out the mechanical tasks associated with the evening program. It
should be noted that, in both of the institutions referred to, the evening
program reflected the daytime objectives, used the daytime faculty as
a part of their regular load, and offered little in the way of special pro-
grams or degrees for the evening student. In both instances, the eve-
ning director was nominally responsible to the president, but effective-
ly reported to the dean of the college of liberal arts.

However, in the remaining eight institutions, the pattern became
less clear. Not only were comments from different chairmen within the
same institution ambiguous, but the comments of individual chairmen
themselves suggested that they expected the evening dean to function in
ways and at a level other than a mechanistic one. For example, one de-
partment chairman felt that, at the saiae time he was handling the me-
chanical factors, the evening dean should assume leadership and direc-
tion for the evening program. These comments generally suggested that
the role of the evening dean was not a clear one, and in some cases, that
it was a role in transition.

This ambiguity can be observed also in an examination of the eve-
ning dean's expectations of the department chairman. Although both the
chairmen and the evening deans agreed that the latter expected the for-
mer to select faculty members for the evening program, the evening
deans did not agree that the chairman should also select the curriculum,
but rather make suggestions for it. Part of this confusion undoubtedly
flowed from the unusual initiatory function which the evening dean per-
forms. It is the evening dean who in most instances initiates contact
with the department chairmen about future course needs, although he
lacks the usual authority which typically guarantees compliance. Even
though these needs may be based largely on demand data, the evening
dean perceives this communication as representing his role in the se-
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lection of courses, or possibly even control over their selection. The de-
partment chairman, on the other hand, perceives the evening dean's role
as enlarging the fund of data he has available to decide on courses and

programs.

The department chairman, in making his administrative decisions,
will normally expect the evening dean to arrange the mechanical aspects
of the evening program in those institutions where no ambiguity exists
with regard to control by the department chairman of the curriculum and
faculty for the evening program.

As a vesult of the ambiguity that exists in the assignment of decision-
making responsibility in some departments and evening colleges, consid-
erable confusion, and in some cases conflict, exists. This ambiguity is
the result of a failure to define clearly the institution's objectives in the
evening college.

Evaluation of the Evening Program

The department chairman, in evaluating the eveaing college program
of the department, will regard the evening program positively to the ex-
tent that it is similar in quality (same curriculum, instruction and meas-
urement) and quantity (substantial offering in the discipline) to the day
program, and negatively if it is different from the day program.

The evidence suggests that the definition of a close relationship be-
tween departmental and evening college objectives is dependent upon the
extent to which the evening program of the department is substantial in
size and identical in quality to the day program of the department. Re-
spondents in four of the institutions, all of which had identical day and
evening programs, saw the evening program as bearing a close relation-
ship to the day program. However, in those institutions where the pro-
gram was identical, but where a small, inconsequential program was be-
ing offered, no close relatio<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>